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Aim and outcome 

To engage stakeholder input on future priorities 

of the San Francisco Tobacco Free Project 

(SFTFP),  SFTFP set the following objective: 

In April 2021 (Year 3 of the funding period) the 

objective was met. The CX process—which 

included implementation of a four-meeting 

prioritization series—took place from 

February—April 2021 and engaged 25 unique 

participants. Among the 22 attendees who 

responded to a CX participant survey (response 

rate: 63%), 90% rated their experience with the 

CX process as good or very good.  

Background 

As a requirement of California Department of 

Public Health (CDPH) funding, SFTFP co-leads a 

Communities of Excellence (CX) progress review 

and tobacco disparity planning process every 3–

4 years with the Tobacco Free Coalition (TFC). 

The CX process engages community input and 

sets the framework for local tobacco control 

efforts. CDPH’s California Tobacco Control 

Program (CTCP) releases a menu of indicators 

and assets that represent evidence-based 

approaches to address tobacco disparities.  

From January–June 2021, amid the ongoing 

Covid-19 pandemic, SFTFP implemented a 

virtual CX process to inform the development of 

its 3-year workplan for 2022-2025. SFTFP hoped 

to engage diverse stakeholders—including 

community members, community-based 

organizations, and people involved in local 

tobacco control, among others—to ensure that 

CX outcomes reflected community priorities. 

Evaluation methods & design 

SFTFP’s evaluation plan type for this objective 

was “Other without Measurable Outcome”.  

Process evaluation data were collected using a 

CX participant survey. The purpose of the 

survey was to understand who participated, to 

assess attendee satisfaction, and to inform 

recommendations for future CX processes.  

The CX participant survey (Appendix 1) was 

adapted from a tool provided by the Tobacco 

Control Education Center (TCEC). The survey 

was administered once to all participants at the 

final CX meeting and later disseminated via 

email to all participants of previous meetings. 

Analyses included descriptive statistics, cross-

tabulations, and the identification of common 

themes arising from qualitative data. 

The main limitation of the evaluation design 

was the potential for a low response rate. 

Indeed, only 63% of participants (22/35) 

responded to the survey. This limitation 

reduces SFTFP’s ability to understand all 

participants’ experience with the CX process.

By June 30, 2021, convene coalition, 

organization, and community members widely 

representative of San Francisco to participate 

in virtual meetings and/or calls, to complete 

the Communities of Excellence (CX) needs 

9KK=KKE=FL HJG;=KKȻ At least 80% of 

participants will rate their participation 

experience with the CX process and SOW 

development as good or very good. 
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Implementation and results  

The CX process took place between January and June 2021 with three distinct phases: (1) Planning & 

Recruitment, (2) CX Stakeholder Meetings, and (3) Debrief & Work Plan Development. Planning & 

Recruitment (Jan–Feb) focused on collaborative planning of CX engagement sessions, participant 

recruitment, and background research on a select number of indicators and assets. CX Stakeholder 

Meetings (March–April) included three 2-hour, midday panel sessions to prioritize indicators/assets 

related to the Retail Environment, Smoke-free Places, and Cessation & Assets, followed by a  final 2-

hour, midday prioritization session to rank the top seven final indicators and assets (Appendix 2). In 

addition, a CX participant survey was administered to evaluate the process. Lastly, Debrief & Work 

Plan Development included reflection on CX participant survey findings, approval of selected 

indicators/assets by SFDPH leadership, and development of the SFTFP 2022-2025 Work Plan. 

Key intervention and evaluation activities that supported this objective are summarized in Figure 1. 

Figure 1. Key Intervention and Evaluation Activities in Chronological Order 

 

 

Through these activities, SFTFP achieved a number of milestones alongside various challenges. 

SFTFP’s experience implementing and evaluating the CX process is described in more detail on the 

following pages. 

•Collaborative 
planning meetings

•CX participant 
recruitment

•Literature and 
document review for 
indicators/assets

Jan-Feb
Planning & 

Recruitment

•CX Panel 1 Meeting: Tobacco Retail 
Environment

•CX Panel 2 Meeting: Smoke-Free Places

•CX Panel 3 Meeting: Cessation & Assets

•CX Final Prioritization Meeting

•CX Participant Survey (evaluation) 

March-April
CX Stakeholder Meetings

•Review of CX process 
findings with SFDPH 
leadersihp

•Development of scope 
of work and work plan 
for 2022-2025

May-June
Debrief & Work Plan 

Development
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Committing to collaborative planning 

Given the activation of SFDPH staff to Covid-19 

specific roles, SFTFP recognized the need for 

external planning and facilitation support for 

the CX process. SFTFP contracted with 

Facente Consulting (FC) to facilitate all CX 

stakeholder sessions, and with Bright 

Research Group (BRG) to conduct and present 

research on indicators/assets. 

Bi-weekly Zoom meetings with the CX 

planning team (SFDPH, TFC Co-Chairs, and 

consultants) began two months before the 

first CX stakeholder meeting. These planning 

meetings were key to aligning expectations of 

team members. Examples of decisions made 

at planning meetings include: deciding the 14 

indicators/assets that would be assessed in 

the CX process, identifying key stakeholders to 

invite—with an emphasis of representing 

diverse San Francisco communities, and 

designing the flow for the virtual CX process. 

Once the CX stakeholder meetings were 

underway, the planning team continued to 

meet after each session to debrief, document 

areas for improvement, and plan next steps. 

Adapting to a virtual CX process 

Due to the Covid-19 pandemic, the CX process 

took place by videoconference. Given the 

engagement challenges posed by a virtual 

format, the planning team experimented with 

a new, dynamic meeting structure. For each 

indicator or asset, there was a brief (5 minute) 

presentation to introduce the indicator/asset 

and its data,  followed by 5-10 minutes of 

facilitated discussion, followed by anonymous 

live-polling (visible to attendees in real-time) 

to rate indicators/assets (Figure 2). This 

iterative structure kept the meetings lively and 

allowed multiple ways to share input. 

Figure 2. Structure of CX indicator and asset review 

For each indicator/asset: 

 

CX participant survey findings suggest that the 

virtual meeting structure was effective for 

participants. As shown in Figure 3, all but two 

attendees felt that the meetings were well 

organized; the same number of attendees felt 

the meetings were engaging (n=20/22, 91%). 

Participants liked the openness of discussions 

and the user-friendly voting process. 

Figure 3. Satisfaction with CX meeting structure 

 Of CX participant survey respondents (n=22): 

 

 

 

However, despite the success in creating 

engaging virtual sessions, a few people 

expressed a preference for an in-person CX 

process in the future. 

Data 
presentation

Facilitated 
Discussion

Voting 
(rating)

Felt meetings were well organized 

91% 

91% 
Felt that meetings were engaging 

Having small groups 

in person inspires 

more engagement. 
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Recruitment successes and challenges 

Ultimately, 35 unique participants attended 

CX stakeholder meetings, with an average of 

19 people per meeting. Approximately two 

thirds of attendees reported engaging in the 

CX process for the first time (n=15/22).   

Among people who completed the CX 

participant survey, most (53%) represented a 

community-based non-profit organization 

(n=10/22, Figure 4).  Less common affiliations 

included: academic institutions (n=2), parents 

(n=2), community members (n=1), researchers 

(n=1), schools (n=1), alcohol and drug 

prevention (n=1), faith-based organizations 

(n=1), health care (n=1), racial/social justice 

organizations (n=1), health departments (n=1).  

Figure 4. Representation of CBOs at the CX process 

Representation from diverse stakeholders may 

have been limited by technological barriers to 

virtual meeting participation, an inability to 

attend meetings held during work hours, and 

limited capacity to conduct outreach (due to 

Covid-19 activation of SFDPH staff).   

Despite limited representation, all but two 

survey respondents (n=20/22, 91%) felt that 

the outcomes of the CX process reflected the 

tobacco-related priorities of the community. 

However, those who disagreed voiced critical 

feedback on the importance of including more 

community voices. As one person shared:  

Furthermore, only 27% of respondents agreed 

the CX process was sensitive to non-English 

speaking people, highlighting a need to 

improve accessibility for these communities. 

Orienting participants to the CX process 

To ensure that all invitees understood the 

purpose of the CX process, invitation e-mails 

explained the goals of the CX process and 

listed a point person who could be contacted 

for more information. In addition, the goals 

and implications of CX were shared at the start 

of each stakeholder meeting. 

CX participant survey findings suggest that the 

CX process was well communicated. All but 

two people (n=20/22, 91%) felt that the 

purpose of the CX process was clear, and all 

but one (n=21/22, 96%) understood how the 

CX  process shapes SFTFP priorities (Fig. 5). 

Figure 5. Participant understanding of CX process 

Of CX participant survey respondents (n=22): 

 

of CX survey respondents 

represented community-

based organizations 
53% 

Felt the purpose of CX was clear 

91% 

96% 
Understood how CX shapes SFTFP priorities 

Ʉ!GEEMFALQ E=E:=J H9JLA;AH9LAGF K@GMD<

be prioritized at every level. Non-profit and 

?GN=JFE=FL KL9>> K@GMD<FɃL := Eaking 

decisions that affect the livelihoods of folks 

OAL@GML L@=AJ <AJ=;L H9JLA;AH9LAGFȻɅ 
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Fostering meaningful engagement  

Given the potentially wide range of 

backgrounds of CX participants, SFTFP set out 

to ensure that each person had what they 

needed to meaningfully engage in the process. 

SFTFP provided key materials several days 

before each meeting,  such as agendas, slide 

decks, instructions for live polling, and 

handouts (see Appendix 3 for example). 

Importantly, SFTFP made a key change based 

on learnings from the previous CX process 

(conducted in 2016). Instead of asking 

participants to rate various aspects of 

indicators and assets based on their own 

knowledge and research—an activity that 

participants felt unprepared to complete—an 

external research group (BRG) presented 

relevant data about each indicator/asset. This 

approach was described as helpful and time-

saving, with 96% of survey respondents 

(n=21/22) noting that the presentations 

helped them to participate in subsequent 

discussions and rating processes (Fig. 6). In 

addition, 87% of respondents (n=20/23) felt 

encouraged to participate and contribute in 

the CX process (Fig.6). 

Figure 6. Attendee ability to contribute to CX 

Of CX participant survey respondents (n=22): 

 

 

 

 

Integrating CX findings into future work 

At the final CX stakeholder meeting, four 

indicators and one asset rose to the top: 

1) Minimum price/package size/volume size  

2) Smoke-free mult-unit housing 

3) Culturally-appropriate cessation services 

4) Ending the sale of commercial tobacco  

5) Youth engagement in tobacco control 

Figure 7. Feasibility of prioritized indicators/assets 

This 

finding is notable given that one indicator—

ending the sale of commercial tobacco—has 

not yet been explored in SF. 

In addition, the CX process may jumpstart or 

maintain participant engagement in local 

tobacco control: 63% of survey respondents 

(n=10/22) expressed interest in Coalition 

membership, 38% (n=6/22) wanted to engage 

with SFTFP Community Action Models (CAM), 

and 31% (n=5/22) wished to educate local 

stakeholders to further tobacco control policy.  

Ultimately, the CX process outcomes and 

survey findings were shared with SF Tobacco 

Free Coalition members, representing various 

community stakeholder groups. Results wer 

also reviewed by SFDPH staff and leadership 

to inform SFTFP’s future tobacco control work 

via the 2022-2025 work plan, and future CAM 

projects. 

Felt data presentations helped them 

participate in discussions and rating  

96% 

87% 
Felt encouraged to participate and contribute 

of CX survey respondents thought the 

prioritized indicators/assets could be 

achieved with the resources and 

conditions of the community 

87% 
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Conclusions/recommendations 

SFTFP exceeded its satisfaction goals with the 2021 CX process, with 90% of survey 

respondents reporting a good or very good experience. From internal team debriefs and the 

formal CX participant survey results, SFTFP identified several key lessons that can inform 

continued and improved success with the CX process. These lessons are described below. 

CX process elements to maintain: 

1. Engage in early, collaborative planning between SFDPH, TFC, and partnering 

consultants. This will ensure that the expectations of all parties are aligned and that 

the process is designed in a way that satisfies everyone.  

2. Prior to the final indicator/asset prioritization meeting, hold small group topic area 

panel discussions to facilitate deeper engagement, discussion and prioritization of a 

small set of indicators and assets.  

3. Have presentations of data based on the CX worksheet criteria rather than asking 

participants to fill out worksheets. This will reduce the burden on participants to 

during the meetings and will allow more time to discuss and deliberate. 

4. Utilize user-friendly, live-voting/polling for prioritization of indicators and assets. 

These platforms make the CX process engaging and give everyone a voice. 

CX process elements to improve: 

1. Consider ways to directly engage more community members—rather than the 

organizations that represent them—in the CX process to ensure their voices are heard. 

Stronger outreach efforts, as well as participation opportunities that take place 

outside of the typical work day may facilitate this engagement. 

2. Use translation and interpretation services so that meetings and discussions are 

accessible for residents who are non-English speakers, and they are able to 

meaningfully contribute and participate.  

3. If possible, use in-person CX meetings to increase accessibility to people with limited 

technology access; if CX processes continue to be virtual, move CX meetings to the 

most common platforms (e.g., Zoom) to maximize accessibility.  

4. Identify creative ways to improve response rate for the CX participant survey, 

particularly for people who do not attend the final session at which the survey is 

administered. This will help SFTFP more accurately understand the experience of 

participants, as well as strengths and areas of improvement for the CX process. 
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Appendix 1: CX Participant Survey Instrument (continued on next page) 
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Appendix 2: Final indicators/assets ranked during the CX process  

The first three CX stakeholder “panel” meetings narrowed down indicators and assets to the seven 

listed below. At the final CX stakeholder “prioritization” meeting, participants were allowed to vote for 

up to three indicators and one asset, to highlight their top tobacco control priorities. 

 

Asset (paraphrased for simplicity)  Ranking Number of votes 

Youth Engagement in Tobacco Control 1 15 

Community Engagement in Tobacco Control 2 3 

 

Indicators  (paraphrased for simplicity)  Ranking Number of votes 

Minimum retail price/ package/ volume size 1 21 

Smoke-Free Multi-Unit Housing / Incentives 2 18 

Culturally, Linguistically, and Age-Appropriate Cessation Services 3 17 

End Sale of Commercial Tobacco Products 4 11 

Smoke-free Outdoor Non-recreational Public Areas and Public 

Places 

5 4 
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Appendix 3: Example handout to prepare participants for engagement 

This handout was sent to participants after the first three CX stakeholder “panel meetings”. The purpose of the handout was to summarize 

the discussions and voting results from the panel meetings—especially for participants who did not attend all meetings—and to prepare them 

to discuss and vote at the final CX stakeholder “prioritization meeting.” 
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